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MEMORANDUM FOR: Deputy Director (Support)

2[5)(1 A6b  SUBJECT { Reorganization-<Publie Works & Supply Branches,
REFFRENCE : Interim recommendation from Chief, Management Staff
to Acting Deputy Director (Bupport) 19 May 1958

{(pp/s 58-2061)
y =3
Paragraph 6 of this memorsndum contsins recommendations for your ~ |
approval, “
i f
1. PROBLEM: Ehg e § |
|e&Zn0
2\5‘-X 1ABb ' o determine the organization and menpower regquirements of the Public :{S;gt:g
works Branch, [ - |BNEE
g 2. sk g;‘gﬁq
? ’ |wsyE
25X1A6b ot i¢ nov = permanent Agency base. g g = §é |
o™y |

3. PACTS BEARTIC ON TME PROBLEM' BxEgh

a. Ono 15 April 1958 the Director of Training requested a reorganiszation
andl an increase of 1k positions in the 7/0 of the Public Works Branch,
1/ to permit the conversion from a “breallown maintenance™

to & "controlled maintenance" basip of operation (Att. 1).

25X1A6b

b. In commenting on the OTR proposal the Comptroller’{l) endorsed :
the need for g controlled msintenance program at [N pointing 25X1A6b
out thet guch o program is essentiol if NN s to remuin a 25X1A6b |
permanent /gency base; (2) confirmed the increase in maintenance |
worklozd imposed by recent additions to physical plant and the/ ‘
over-age temiporary builldings; and {3} stated that the increeded
cost would have o be absorbed within the budget of the Office

:" "The reby rafiﬁn«g the total T/0 for the Branch from 85 to 9.

: The Budget Division (Mr. mmmms on 15 Sept. 58 that the 25X1A9a

, ¥Y 1959 budget for OTR pr 8 Ior tvhe additional expense implicit in 5
the reyuested T/0 change in the Public Works Branch (approximately $76,000).
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In reference () the Chief, Management Staff submitted an interim

recomaendation $o add 7 positions to the T/0 of the Publie Works

franch thereby a) establishing the technieal and administrative

positions necessary to permit conversion to a controlled meinten-

ance basis of operstion, and b) increasing the total nunber of

positions for the Branch from 85 to 92. The Deputy Director of
Support approved this recommend=tion on 7 June 1958.

Reference {a) also stated the need for on-eite study in greoter
depth to determine the full 7/0 re,uirements of the Public Works
Branch, The current report reflects the results of this further
study.

Prior %o the origination of the OTR re,uest, both the 0ffice of

logistics and the studied the T/0 re uire- ,
ments of the Publie Works Branch = The logistics 25X1A6b

study, submitted T July 1957, recommended an initial 7/0 of 92
positions with progressive increases in T/0 to recognize work-
load added by new bousing units, recreationel facilitles, ete.

(20 new suarters and » gymnasium have been completed since the

logistics report) The study, sutmitted 3 March 1958,

recommended o T/0 of 99 (inmcluding the Public Works Officer). 25X1C4a
This figure excluded the Janitorial function and the specizl

support to operational training performed by the PWB. The
reccmmendations in bhoth these studies are based essentially on
guantitative standards developed by the Services 1/ for trans-

lating workload into manpower rejuirements, modified for applice-

tion at

1% appeared unlikely, especially in viev of the gaps in available

data, that the Management Steff could esteblish s guantitative

baeie from which to challenge seriously the findings of the earlder
gtudies. Therefore, rather than repest the juantitetive processes

of the Office of logistics and the the Management Staff 25X1C4
sllopted the approach of direct interview, observation, guestioning, a
apd conference, working from the sub-foreman level in the Public

Works Branch up through the Chief of Bese. The recommendations

from the Iogistics and studies and from the OTR proposal 25X1C4a
were broken down, anslyged 1n fine, and consistently used for

reference and for check in the develomment of the workburden T/0.
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Attachment 3 presents grouped date from these varicus proposals,
#long with the Mansgement Staff recomuendations, to facillitate
tamparison on an eggregetive basis. The Management S8iaff recome
mendatione for organisetion (Att ) and the workburden 7/0 of the
Public Works Brench {Att 5) draw from, but do not wmirror, the
recommendations in the esrlier studies. Mensgement established

the workburden 7/0 for the Public Works Branch to be 124 positions.
Thig is an incresse of 32 above the presently suthorized 92 posi-
tione; end an incresse of 25 sbove the OTR request for 99 poaitions.

Approved For Release 2000/08/17

8. Possibilities for the reduction of workburden in the Public Worke
Branch (Att 6) were discussed at some length onesite with the :
former Publia Works Officer, the now interim Publie Works Officer 1,
the Persounel Offieer, the Executive Officer, and the Chief of Base.

- 25X1C4a h. Heither JEE nor Logistics recommendations nor the OTR proposal
provided staffing for the Shop Stores cperation to “retsil” sup~

plies to Publie Worke. The I study pointed out the need for 25X1C4a
#ush an operation but regarded it ae properly a Supply fumotion

and heoce provided no menpower for it in the /0 recommendation

for Public Works. OTR goncurved in the viev, tut did not o5y 1C4g |
dpclude with its initial proposal {Att 1) a request for sn inorease .

in the T/0 of the Bupply Bremch, to accommodate the Bhop Stores 25X1A6b

function. 2/ In Attschment T%Ne Direstor of Training now presents

the cese for orgeunirational resognition of the Bhop Stores funotion

sod proposes the addition of four positions to the T/0 of the

Supply Branch, ‘> sccommodate this fungtion, Yy 25X1A6b

1. fhe T/0 proposals in Attachments 5 and 7 represent su incresse of:
(1) 32 positions in the Public Works Branch sbove the present 92
positions, bringlng the total /0 for the Public Works Branch to 124,
axd (2) an incresse of & positions in the Bupply Branch, bringing

4. _Dseussron
8. The results of the Management Htaff study line up fairly closely with ]
the recommendations in the study, once the two are made comparsble 25X1C4a
with respect to functions steffed. The Logistics recommendation is |
| £ light, viewed in today's context of expanded physiesl plant, the
| ptm?amy of I os en Agency base, and bage development 25X1A6b
: plenning.

?_ Real Bstate and Construction Div., OL.  25X1A9a
Although Publie Worke has beem devoting b-plus pecple to this function

in an insdequate attempt to £ill the void. '
There is complete agreement, both on-site and in the coguiszent heasd-
@iaxrters conponents of the Office of logistics, that Shop Stores is

properly e S8upply and not e Public Works function.

i

L w
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25P<1C4a with the reconmendation of 99 positions

|

|
{
|
|

25X1A9a

: ' £ i '
v Approved For Release 2000/08/17 : CIA-RDP61-00901A000100110013-4

b, The QIR reguest for 99 positions appears superfieially to coineide

ut this is not
setually the case. As stated earlier, the recommendation 25X1C4a
1s exclusive of manpower regquirements for the Janitorial function,
snd for special support to operational training at Bite I1II 2/.
Within the pame toial oumber of positions as recommended by

25X1C4a NN the OTR proposal stiempts to cover sdditionslly the Jan~
itorial end special aupport funetions. Thae reguest from the Direetor
of Tralning (Att 1) is thus an attempt to mehieve the Lest CORMPIro=
mise betwesn sotual manpower requirements 3/ and the ceiling
eonstreint imposed by the DO/B. |

¢. In the judgmont of the Men ot Steff, the request of the
Birector of Treiming {Att 1) does not reflect the true manpover
nseds of the Public Works Branch as dictated by the current work-
burden, In particular, the Atteshment 1 proposal is deficient
in staffing the labor spd electrician groups, mits entirely the
Bhop Stores operation which is fundmmental to maintensnce manage-
ment, and fails to state the eage for additional manpower in the
Iransportation Section §/-- which is quite independent of man-
pover peads for stetion meintensuce.

4. With its former T/0 of 85 (and actuel effestive strength of 102 5/)

/ 90, plus the Fublic Works Officer. _ '
On this the I vas unwitting. This is s particularly difficult function
to staff, as the cperational support demands on the Publie Works Branch
e orrama& unsven in their ipeldence, end for the most part handled
on & “sresh” basis which is costly not only in terms of the manpower

&pplied direstly, but also in disruption of scheduled work. A visit to

-the Base on 12 Beptember disclosed two substentisl projects in this

eategory under way. In both cases, there had been little or no advance
3] :&tﬁ: te Publie Works Brasach.

# folt in operating experience, indicated by the results of thelJlill25X1C4a

study, end confirmed by the Management Study.

Toe load on the Praneportstion Sectica insreased from 83 pieces of
witomotive squipment in 1956 to 103 pisces in 1958, {Bource: Major
BN Zrensportation Divisics, OL, 16 September 1958).
3/ Manpower has been pirsted by bolding over vorlmen from contrsct projects,

- diversion from other Support operations (MP, Finance), losns from
ooxices RN s +i5vsire, vis

oo

3]
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the Public Worke Branch has been insdequately staffed for even

8 tolersble “"breakdown' maintenance operation. Given its
carrent workburden, this Rranch camnot institufe the controlled
maintenance program and pull fts total operation up to & desirsble
level of efficiency without the incresse in its T/0 recomsended
W magmﬂt gtact.

€, It is the hope of the Office of logistics thet, because of its
proximity to headquarters and hence the relative -avallability of
stall assistange, the Public Works operation at B 25X1
sorie a5 an experimentel model where new systems, procedures, and -
_techniques can be tested prior to their proammulgation to other
“bages. The Mapsgement Staff copncurs in this hope.

Becouse of the dynamic situation in the Public Works Rranch,
refiscted in the factors listed in Attachment 8, the establishment
of 8 solid workburden T/0 at this time is extremely difficult.
The workburden T/0 of 124 is the result of many successive and

ity
»

thoughtful parings, (the last of which was as recent as 15 September),

and reflects the considered and collegtive Judgment of the know-
ledgeable representatives of the Office of Training, the Office
of logistics, and the Mansgement Steff who participated on-site
in its developwent.2/ In our best jJudgment this is a sensible
and consexrvative fiigure which contemplates considerable extension
in contrecting work out (specific jobs, not functions) during the
next year. In addition to providing the technicel and sdministra-
tive stefl assistance fundementsl to an efficient maintenance
magagesent progrem and improving the stalfing at the . working
level, the structure of the recammended T/0 incresses the depth
of supervision, thereby permitting better on~the-job training,
better control over physically scattered operations and personnel,
and better support at the operating level for the maintenance

management program.

g- The Menagement reccmmendation of 124 may be compared, roughly, 25X1C4a

to the I recommendation of 99, by increasing the B total

%0 include the janitoris) function,3/ thereby raising the 25X1C4a

total to 115. Thie means & net allowance of 9 in the Management

y it Ras not been Uocomuon in the past for some operations, especially
in the rosds and grounds group, to have the foreman as the only effective
sanpover with a1l the workers off on "crash" assigmments.

A6b

gj The MMM Personnel QOfficer, Mr, I 2c:icted aﬁificantly 25X1A9¢

throughout the Management styly. Both he and Mr.
of the Office of Logistigs (Sgmporarily serving as Public Works Officer)

25X1A%a

sentibuted Lmmeasurably in the development of the final T/0 recammendstion.

3/ Using the Menagement Staff figure of 16 for this urpose.,

'  ~5m
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figure for special support to Site III. In our Judgment, 9 \
positions, or sn sllowance of slightly better than 7 per cent,

is a low provision for a function vhich is estimated in several

of ths Public Works operations to ebsorb at lesst one-third of

their capebility. On this basis, me figure of 12k
£

sopeérs more conservative than the rigure of 95, .
e & 25X1C4a |

h. During the )
burden Eiroush closer serutiny of operating procedures and tighter l
eontrols; more sxe in process. 1t may reasonsbly be expected that !
with inoressed technicsl and edministrative capability and betier
operating date more jobs will be contracted out during the next |
year. HNow this subtrection will belance out egainst the probable
incresse in workload generated by inspection, under the controlled
saintensnte progrem, is one of the unknowns at the present time.

1. The enly tolerable alternative to staffing the Publie Works Branch
for its eurrent workburden {other than increasing productivity es
indlcated in h above) is to reduce the workburden itself. This
could be done by eliminating functions, imePemsing the contracting |
of specific Jobs, contracting whole functions, or eny combination there- l
of. The first two possibilities were throughly discussed on-site, and !
the recommended T/0 sssumes further progress in these directions.

The poseibility of contracting entire funetions wes slso discussed :
st some length. With respect to sentracting functions {e.g. Janitoriel, 1
boiler operaticn) it was the consensus on-sits, concwrred in by the
Chief, Support Staff, (IR that some of these functions sould, con-
ceivably and with further exploration, be contracted 1f. However,
in the Judgment of the Nanagement Btaff, to force the contrecting
of functions at this point, before the Public Works Branch has i
had an opportunity to put its houss in order, would be premeture. !
¥e believe thet the next year should bring many changes in the
pperation of the Public Works Brauch, not only in grester efficiency,
but alsp in better information and experience on vhich to base
dscisions. Inasmich as the most probadle basis for contracting
functions would be to turn over an operation "as is,”™ with the
eurrent work force, to the contrector, 2/ it seems to us desirsble
40 realige and consolidate the immipent gains in the Publlie Works
pperation in order that 1) any decislions with respect to con-
traoting functions may be made in full kmowledge, and 2) any
functions contracted may be turned over as “clean” operations.

Y/ Hais possibiilty vas also discussed in a prelimipary way with the
~ flesurity Officer, OTR, and with s representative of the OB. 3
£/ As ves dope in contracting the Commissary cperstlion toJ] eftective 25X1A5a1
1 July 1958. *;

|

‘.

B |
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5.

4. With respect to the T/0 proposal for Shop Btores {Att. 7), Management
found insdequete "retail™ support to be a principsl complaint at the
foreman level, end concurs in the need for the addition of four posi-
tions to the i/i) of the Supply Branch to provide the needed Bupply

. support to the Public Worke Branch. In our jJudgment, sn efficient
ghop Btores operation is fundsmental to the success of the malntenance

manggenent progrem.

k. The needs of the Publie Works Brsnch and the Supply Branch combined
s34 up to s total increase of 36 7/0 positions.l/ The Chief, Budget
Bivision states that the OIR FY 1959 budget provides ceiling and funds
for 7 of these positicns. This lesves & net of 29 of the needed T/0
positions without ceiling or funds. %The Director of Training has informed
the Management 8taff orslly that he canunot provide eeiling for, or
sbeurd the cost of, these additional positions.2/ This is a point on
vhich the Management Btaff has ilnsufficient basis for an independent
opinien. The statement of the Chief, Budget Division {Attechment 10)
supports the view of the Director of Tralning. : o

a. In the face of the regdently established permenence of as an 25X1A6L

Agency bvese, the steedily inoressing plant, and the eurrent 2 develop~
seut planning, there is no spparent prospect of any dimimution in the
icad on the Public Works Branch in the immediately foreseesble future.

. An sffective Shop Stores operation is primary to the controlled main-
tenance program. The addition of 4 positions to the T/O of the Supply
Branch to men this function is essentisl.

a. The real alternstives on vhich decision must turn ere therefore whether
1) to increase the T/O of the Public Works Brench to the 134 dictated
by ite ourrent {snd prospective) workburden, or 2} to contract out
entire functiony immedistely. In the judgment of the Management Steff,
the Agency's longerun lnterests will be better served by staffing
Pudlie Works at this time up to the strength necessary to discharge its
workturden and put itself on an efficient operating basis. WUe deem the
protection of plant and equipment sgainst deterioration so essential es
o warrant elimination of lower priority projects in erder to provide
the necegsery ceiling and funds for this purpose.

Mis 18 1o sddition to the 7 /0 positions authorized by the Deputy Director

| {Bupport) on 7 June 1958.

2/ 'The Director of Tralning sstimstes this cost at $116,000 annually. (NOTE:

half
Apppoy adhduis Release2000108/1E 1oC | AR D6 wﬁ,,,
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The Budget Division estimate of $157,000 as the snmual cost of these positions,
E.imt the Training estimate of $116,000 is based on the average cost of the
# positions initislly requested by Training. This sversge includes a number of
professional sealaries and is too high as & basis for figuring the cost of the
sdditional 29 wageboard popitions.) Inasmuch as this year is already nearly
gone and staffing up requires time, the additional funds reguired for ¥Y
000100110013-4
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25X1A6b
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I réedméﬁ& that you approve the rollowingrx

a. Bubject to position evaluation action by the Plrector of Personnel,
an increase of 36 T/0 positions 4ivided as follows:

1} An incresse of 4 positions in the T/0 of the Supply Branch,

25X1A6b B, rsising the total from 15 to 1§. (Att. 7, Tab A).

2} i mg'e;ae of 32 positions in the T/0 of the Public Works

25X1A6b . prench, IR roisice the totel from 92 to 12h. (4bt. 5).

b, Such adjustment in ceiling allocaticns and funds as you deem
appropriste to service the recommendstiocn in & above, the net
gost of vhich is celling coverage for 29 OTR positions and
$116,000 per yesr in OTR budget funds.

¢. Detail of a qualified mevber of the Menagement Staff to the
Offige of Training to work with the Public Works Officer at

on mansgement problems incident to the institution
of the maintensnce menagement program. {Attachment § indfcates
the type of assistance neeled to get this program going.)

4. Pxploration in depth by the Director of Training with othey
interested Officers ‘}Jy of the feanibility of contracting all
or parts of the Public Works functions once the Publie Works
Byanch is operating efficiently on the revised basis, with
the Chief, Mansgement Btaff to assist the Director of Training
in this exploration as appropriate.

e« Re-svplustion in one year by the Chief, Management Staff of the

%/0 vequirements, in terms of organization apd number of position,
of the Public Worke and Supply Branches, [N 25X1A6b

Signed
* 25X1A9a

Chief, Management Staff

mﬁiﬂ of Togistics, Security.
Attschments:
1 thru 10
CONCURRENCES: On Following Page |
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S8UBJECT: Reorganization=--Public Works & Supply Branehe&a,_ 25X1A6b

8 DEC 1958
ﬁhﬂsg

25X1A9%9a
o DEC 1958

Direcor of Logistics DPate

The recomuendstions in persgreph é are spproved, with ceiling smi¥
fgpte ol justmenty to be effected as follove:

The personnel ceiling of the Office of Training is increased
25X9A2 from I to cover the increase of 36 T/O positions
recommended in paragraph 6.a. This increase does not affect
the overall DD/S personnel ceiling.

8 1 AN 1959

- |

25X1A9a Deguty Director

/o R o=~
(1 Ded. 58)

Bstrivation:
Orig & 1 = D/Pers & 1 set attach. (except Att. 1, which D/Pers.

ﬁreﬁy hwb)

1 ~ Gompt. & 1 set atiach.

2 - D/ & 1 set attach. (except Att. 1)

1 - Bflog. & ) set attach. {except Att. 1)

2 -~ DD/ & 1 set attach.

3 = Mgt/8 comeback copy

1 - Mgt/sS File & 1 Attach.

1 - Mgt/s Chrono

G
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